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3. Leading Teams
in a Complex World

Welcome Back

Wednesday morning groups
Group 1 Group 2 Group 3

Helle Sand Amie Grace Sabornido Cindy Nestman

Justin Pursaga Andreas Gärtner Franziska Rummel

Pim Robyn Anne Rice Jens Smids

Ryan Dale Maquidato Jana Vanderlinden Richard Hyman

Sven Bäthies Kenneth Wolstrup



Wednesday
Leading Teams in a Complex World

Start Part

09:00 1 Universal Challenges when Leading Collaboration in a Complex World

10:15 Break

10:35 2 Foundations for Leading Effective Collaboration: Collective Intelligence

11:15 Break

11:35 3 Foundations for Leading Effective Collaboration: Psychological Safety

12:05 Lunch

12:50 4 Tools for Leading Eternal Renewal: a) the Strategic Framework & b) Healthy Challenges

14:10 Break

14:25 5 Tools for Leading Eternal Renewal: c) the Pre-mortem & d) the Innovation Matrix

15:25 Break

15:40 6 Peer-to-peer consultancy #1: tackling your current challenges and opportunities

17:00 End
3
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Universal Challenges when Leading 
Collaboration in a Complex World

ICMIF Advanced Management Course 2024

Part 1 (of 6)
Next break: 10:15



Complex Situations Require Teams 
Using Models and Tools

Technical

• Repeated patterns

• Predict with confidence

• Reliable learning

• Engage an expert

• Apply rules

• Reality is obvious

• Common perception

• Clear question to address

Complex

• Hard to understand

• Impossible to predict

• Hard to learn from

• Work as a team

• Apply models and tools

5



Which Square Appears Darker?
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By Original by Edward H. Adelson - File created by Adrian Pingstone, based on the original created by Edward H. Adelson, 
Copyrighted free use, https://commons.wikimedia.org/w/index.php?curid=45737683



Our Brains Construct Reality As Models of Models
From Billions of “Dumb” Sensory Inputs
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Source: Seven and A Half Lessons About the Brain (Feldman Barrett)



We Do Not Perceive Reality
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By Original by Edward H. Adelson - File created by Adrian Pingstone, based on the original created by Edward H. Adelson, 
Copyrighted free use, https://commons.wikimedia.org/w/index.php?curid=45737683



Have You Ever

Seen a colour, heard a sound or 
smelt a smell?

9
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Odourless, colourless and silent

The brain generates its own reality

The Universe Is

Dr. David Eagleman
Stanford University



Optional Blow Your Mind Reference
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Collaborating Is Hard When We Do Not 
Have a Shared Understanding of Reality

Technical

• Repeated patterns

• Predict with confidence

• Reliable learning

• Engage an expert

• Apply rules

• Reality is obvious

• Common perception

• Clear question to address

Complex

• Hard to understand

• Impossible to predict

• Hard to learn from

• Work as a team

• Apply models and tools

• Reality is opaque

• Different perspectives

• True question hard to define
12



SOUP SOAP

Priming
Our Recent Experience Influences Us 
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To predict what will be needed 

Peter Sterling
Perelman School of Medicine

Efficiency Requires a Brain

Source: twitter.com/whatishealth21



Framing
Context Influences
Perception



We Don’t Sense All There is to Sense

Quantity of Light Reflected Quality of Light Reflected

16

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see
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We have no direct access to our physical 
world, other than through our senses

Beau Lotto
University College London

We Don’t Sense All There is to Sense 

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com



Logical thinking

Emotional Decision

Perception

How We See, Think and Act

18

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb



19

Is meaningless, because 
it could mean literally anything

Beau Lotto
University College London

The Light that Falls Onto Your Eye
Sensory Information

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com
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There's no inherent meaning in information

Beau Lotto
University College London

What’s True for Sensory Information
is True for Information Generally

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com
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We see by learning to see

Beau Lotto
University College London

So, How Do We See? 

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com
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Finding patterns, 
finding relationships in information, and 
associating those relationships with a 
behavioural meaning, 
by interacting with the world

Beau Lotto
University College London

The Brain Evolved the Mechanisms for 

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com
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The way it was useful to see in the past

Beau Lotto
University College London

The Brain Evolved to See the World 

Source: https://www.ted.com/talks/beau_lotto_optical_illusions_show_how_we_see . Source: Image: beaulotto.com



Logical thinking

Emotional Decision

Perception

24

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

Our Frame Is Based on What We Sense,
Context and What’s In Our Computer



Logical thinking

Emotional Decision

Perception

25

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

No Two People See The Same
Complex Situation The Same Way
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Jennifer Garvey Berger
Cultivating Leadership

Celebrate Doubt





No Two People See The Same
Complex Situation The Same Way

28
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Reality is constructed differently in different 
heads 

No Two People See The Same
Complex Situation The Same Way

Dr. David Eagleman
Stanford University



Logical thinking

Emotional Decision

Perception

30

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

They See Different Frames
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Affect what we see 
Two people with different mental models can 
observe the same event and describe it 
differently, because they’ve looked at different 
details and made different 
interpretations
We observe selectively

Our Mental Models

Peter Senge
MIT



Pilots Never Go Anywhere Without a Wingman
Because We Do Not Perceive Reality

32



Key Tool: Harness Collective Intelligence

33

Because we do not perceive reality



Your Return On Investment

9. How do you currently lead discussions where you work?

34

20



Logical thinking

Emotional Decision

Perception

35

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

Our Frame Is Based on What We Sense,
Context and What’s In Our Computer
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But maybe 80% of how you think the world 
works

Morgan Housel
The Psychology of Investing

Your Personal Experiences Makes Up Maybe 
0.00000001% of What’s Happened in the World 

Source: https://collabfund.com/blog/ideas-that-changed-my-life/



Key Tool: Harness Collective Intelligence

37

Because we do not perceive reality
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Foundations for Leading Effective 
Collaboration: Collective Intelligence

ICMIF Advanced Management Course 2024

Part 1 (of 6)
Next break: 10:15



Groups Can Outperform Individuals 
When Making Decisions

39



Explaining Why Groups Excel

40



Wisdom of Crowds Effect

Phone An Expert Friend
65%

Ask the Audience
95%

41



Wisdom of Crowds Effect

The smartest person in the room
IS the room
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Wisdom of Crowds Effect

The smartest person in the room
IS the room
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How Many?
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Collective Intelligence in Action

45
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3 Steps to Collective Intelligence

46

1. Capture your private perspective
   Independently judging what you perceive to be true 

2. Take turns to share perspectives without interruption
    Sharing perspectives to surface all information

3.Engage in dialogue to synthesise what your 
combined perspectives mean
 Collectively deciding what is probably true



3 Steps to Collective Intelligence
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1. Capture your private perspective
   Independently judging what you perceive to be true 



Collective Intelligence in Action

48
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Collective Intelligence - Biased
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Discussing Too Early 
Destroys Independence

Collective intelligence in action Collective intelligence - biased

50

• One guess per person
• No conferring
• Independent judgements

• One guess per person
• Discuss in groups
• Biased judgements



Collective Intelligence - Biased

-80.0%

-60.0%

-40.0%

-20.0%

0.0%

20.0%

40.0%

60.0%

80.0%

100.0%

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

51



Collective Intelligence - Biased
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Is that the interpretation of new information 
depends on what you believed beforehand

The Most Fundamental Principle 
in Clinical Decision-Making

Sox, Higgins, Owens 2013



3 Steps to Collective Intelligence

54

1. Capture your private perspective
   Independently judging what you perceive to be true 

2. Take turns to share perspectives without interruption
    Sharing perspectives to surface all information



Four Types of Conversation

55



Four Types of Conversation
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Four Types of Conversation
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Four Types of Conversation
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Four Types of Conversation

59



Perspective

Interpretation

Search feelings 
& impressions

Think 
emotionally

Approach
or avoid

Search facts & 
truths

Think
 logically

Respond 
constructively

Check for 
patterns

Check for 
patterns

It’s Always Chimp Before Human

60



Common Outcomes: Extreme Negativity

61



Failing to Surface All Information Because 
Our Chimps Suggest We Don’t Engage
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Common Outcomes: Extreme Positivity
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Failing to Surface All Information Because 
Our Chimps Agree Too Quickly
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Conformity Effects Causing Us to
Fail to Surface All Information

Because Our Chimps Seek to Avoid
So We Suppress Information

Because Our Chimps Eagerly Approach 
So We Agree Too Early

65



10a. As a leader, to what extent do you enable colleagues to capture their 
private perspectives first, before engaging in a dialogue?

Your Return On Investment

66

10

10b. As a leader, to what extent do you enable all perspectives to be          
shared before starting a dialogue? 
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It’s what you know for sure that just ain’t so

Adam McKay
The Big Short

It Ain’t What You Don’t Know 
That Gets You Into Trouble



Next session starting at

10:30

Break #1 (of 4 today)

68

Next session starting at

10:35



9. We Do Not 
Perceive Reality

“The universe is odourless, colourless 
and silent. The brain generates its 

own reality”

10. No Two 
People See Alike 

“Reality is constructed differently in 
different heads ”

Summary of Universal Challenges & Tools #3: Wednesday

Leading Teams in a Complex World

69

Harness Collective 
Intelligence

Independently capture perspectives; 
take turns to share; only then 

collectively decide what is true
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Foundations for Leading Effective 
Collaboration: Collective Intelligence

ICMIF Advanced Management Course 2024

Part 2 (of 6)
Next break: 11:15



3 Steps to Collective Intelligence

71

1. Capture your private perspective
   Independently judging what you perceive to be true 

2. Take turns to share perspectives without interruption
    Sharing perspectives to surface all information

3.Engage in dialogue to synthesise what your 
combined perspectives mean
 Collectively deciding what is probably true



Complex Situations Require 
Multiple Independent Perspectives to be Heard
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Complex Situations Require 
Multiple Independent Perspectives to be Shared
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Complex Situations Require 
Multiple Independent Perspectives to be Heard
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Complex Situations Require 
Multiple Independent Perspectives to be Heard

75



Listening Exercise

76

Speaker Listener



Speakers: Talk For 1 Minute About A Passion

77

Speaker Listener



Listeners: Be Engrossed for 30 Seconds 
Then Completely Disinterested for 30 Seconds

Engrossed for 30 secs Completely disinterested

78

“Go” “Change”



Speakers

How did you feel during the first 30 seconds?

79



Articulate and Able to Collect Your Thoughts
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Speakers

What happened when I said “change”?

81



Inarticulate and Unable to Think

82



You May Have Lost the Capacity to Speak

83



What Just Happened?

84
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It’s predicting energy needs before they arise 
so you can efficiently make worthwhile 
movements and survive 

Lisa Feldman Barrett
Northeastern University

Your Brain’s Most Important Job
Is Not Thinking

Source: lisafeldmanbarrett.com
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It’s predicting energy needs before they arise 
so you can efficiently make worthwhile 
movements and survive 

Lisa Feldman Barrett
Northeastern University

Your Brain’s Most Important Job
Is Not Thinking

Source: lisafeldmanbarrett.com



“Neural Alarm”
Preparing For Fight or Flight

87

Fight Flight



How We Listen Impacts How Effectively 
Colleagues Share Their Perspectives

88



There Are Two Broad Types of Listening

Listening to Respond Listening to Understand

89

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

The listener’s attention is mostly on:
themselves

Reduces collective intelligence

The listener’s attention is mostly on:
the speaker

Supports collective intelligence



We Pay Attention

Listening to Respond Listening to Understand

90

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

Shut 
up

The listener’s attention is mostly on:
themselves

Reduces collective intelligence

The listener’s attention is mostly on:
the speaker

Supports collective intelligence
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A lot of the time we’re listening for a purpose 
and mostly that purpose is hidden from us 

Jennifer Garvey Berger
Cultivating Leadership

Two Three Types of Listening



Which Is Your Default Listening Style?

Listening to Fix

Attention is on:
yourself

Seeking to:
problem solve

How can I immediately: 
use my expertise 

to make your problem go away?

“Have you tried [my approach]”?

Listening to Understand

Attention is on:
the speaker

Seeking to:
see through their eyes

Humbly acknowledge we may 
not currently know enough 

to make the problem go away

“Please help me to understand 
what led you to 

[draw that conclusion]”

92

Listening to Win

Attention is on:
yourself

Seeking to:
influence behaviour

How can I immediately:
change your Chimp’s perception 
to make your problem go away?

“Don’t [be so sad]”
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We could rely on our experience to tell us 
what would probably happen next

Jennifer Garvey Berger
Cultivating Leadership

In the Past, When Things Were Changing More 
Slowly and We Were Less Interconnected
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So intelligent responses are inevitably 
judgements which reflect an interpretation 
of a particular situation

Sir John Kay and Lord Mervyn King
Former Dean of Oxford Said Business School and former Governor of the Bank of England 

Most Important Challenges in a 
Complex World are Unique Events



Have You Ever Seen a Complex Situation
Differently to Others?

95
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And believe we see the world as it is

Jennifer Garvey Berger
Cultivating Leadership

We Each Look at the World 
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In truth, we see the world as we are

Jennifer Garvey Berger
Cultivating Leadership

We Each Look at the World 



Logical thinking

Emotional Decision

Perception

98

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

We Each Look at the World
Through Different Frames
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Seem to believe that their role is to express a 
unique, distinct, even original point of view 
and, at the same time, find it troubling when 
others don’t agree with them?

Olivier Sibony
HEC Paris, McKinsey

Why Do So Many People
Especially in Leadership Positions

https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/sounding-the-alarm-on-system-noise#/
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We have a sense of our being right about 
most things most of the time

Jennifer Garvey Berger
Cultivating Leadership

Because We Believe in What We See 



Is It Reasonable For Others to See
A Complex Situation Differently to You?

101
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Remind yourself that if it’s complex
you haven’t seen something like it before 
and you have no idea where it goes 

Jennifer Garvey Berger
Cultivating Leadership

When You Hear Yourself Saying
I’ve Seen this Before and I know How it Goes 
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Be curious not judgemental

“Ted Lasso”
Apple+

Listening to Understand

Source: Apple+



     Listening to Understand

              © Ginger Insights 2022

1. How does my Chimp feel? 2. What does my Human know?

Understanding My Response

Situation:



     Advanced Listening to Understand

              © Ginger Insights 2022

3. What’s in the other person’s Computer?

4. What can they see that I can’t?

1. How does my Chimp feel? 2. What does my Human know?

What Do They See?

Understanding My Response

Situation:



     Advanced Listening to Understand

              © Ginger Insights 2022

3. What’s in the other person’s Computer?

4. What can they see that I can’t?

1. How does my Chimp feel? 2. What does my Human know?

What Do They See?

Understanding My Response

Situation:



Context Triggers Habits

A. Meter in the hall B. Meter in the basement

107



Logical thinking

Emotional Decision

Perception

Context Triggers Habits

108

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb



Logical thinking

Emotional Decision

Perception

Context Triggers Habits

109

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb



Logical thinking

Emotional Decision

Perception
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Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

As a Leader, Create a Context That Makes 
Achieving Collective Intelligence Easy



Logical thinking

Emotional Decision

Perception

111

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

Create a Context To Judge What Is True and 
Decide What to Do Through Multiple Frames



1. Create A Context Where People
Collect Their Private Perspectives First

Collective intelligence in action Collective intelligence - biased

112

• One guess per person
• No conferring
• Independent judgements

• One guess per person
• Discuss in groups
• Biased judgements



2. Create a Context Where 
All Perspectives Are Heard

Because Our Chimps Seek to Avoid
So We Suppress Information

Because Our Chimps Eagerly Approach 
So We Agree Too Early

113



3. Create a Context Where People Can 
Engage in Effective Dialogue

114



3 Steps to Collective Intelligence

115

1. Capture your private perspective
   Independently judging what you perceive to be true 

2. Take turns to share perspectives without interruption
    Sharing perspectives to surface all information

3.Engage in dialogue to synthesise what your 
combined perspectives mean
 Collectively deciding what is probably true



Key Tool: Healthy Conversations
Because we do not perceive reality

1. Capture your private perspective

2. Share perspectives without interruption

➢ Ask ‘what do you see?’

➢ Seek to understand

➢ Show you understand 

3. Engage in dialogue to synthesise what your 
combined perspectives mean

116



A Healthy Conversation Framework
That is Chimp-Friendly

1. Capture your private perspective

2. Share perspectives without interruption

➢ Ask ‘what do you see?’

➢ Seek to understand

➢ Show you understand 

3. Engage in dialogue to synthesise what your 
combined perspectives mean

117



Your Return On Investment

11. Where in your work would the healthy conversation framework
help you to harness the 3 steps to collective intelligence?

118

1. Capture your private perspective

2. Share perspectives without interruption
➢ Ask ‘what do you see?’

➢ Seek to understand

➢ Show you understand 

3. Engage in dialogue to synthesise what your combined perspectives mean

15
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In thoughtful disagreement, your goal is not 
to convince the other party that you are 
right—it is to find out which view is true and 
decide what to do about it

Thoughtful Disagreement

Ray Dalio
Bridgewater Associates LLP



Open ExplorationOpen Exploration

Truncated Thinking Truncated Thinking

When Collective Intelligence is Working…

120



Optional Remote Collaboration Reference
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Preliminary Observations:
Maintaining Collective Intelligence When Using AI
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Warning:
Potential Rabbit Hole

123



AI
Is Just Another Frame

124



Logical thinking

Emotional Decision

Perception

125

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

AI
Is Just Another Frame



Perception
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Remembered experiences Beliefs

Sensing

Cue ‘IF’

AI is Based on its Training Data and so is 
Vulnerable to Mistakes and Hallucinations



Perception
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Remembered experiences Beliefs

Sensing

Cue ‘IF’

Nor Is It (Natively) Purpose-Driven



No Two People Construct the 
Same Complex AI Conversation the Same Way

129



A Complex AI Conversation Is A Frame

130

Remembered experiences Beliefs

Cue ‘IF’



So Invite Multiple People to Independently 
Have AI Conversations … Then Combine Them

131



3 Steps to Collective Intelligence
While Harnessing AI

132

1. Capture your private perspective
   Independently judging what you perceive to be true 

2. Take turns to share perspectives without interruption
    Sharing perspectives to surface all information

3.Engage in dialogue to synthesise what your 
combined perspectives mean
 Collectively deciding what is probably true

Consult AI after collecting your own perspective, but before hearing others’

Consult AI after all perspectives have been shared to surface more information to refine your diagnosis

Consult AI after all perspectives have been shared to generate options

Consult AI after all perspectives have been shared to obtain base rate data (reference class forecasting)

Consult AI after all perspectives have been shared to obtain base rate data (reference class forecasting)



Next session starting at

10:30

Break #2 (of 4 today)

133

Next session starting at

11:35



9. We Do Not 
Perceive Reality

“The universe is odourless, colourless 
and silent. The brain generates its 

own reality”

10. No Two 
People See Alike 

“Reality is constructed differently in 
different heads ”

Summary of Universal Challenges & Tools #3: Wednesday

Leading Teams in a Complex World

134

Harness Collective 
Intelligence

Independently capture perspectives; 
take turns to share; only then 

collectively decide what is true



What Drives the Performance of Teams?
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Which Team’s Patients Were Safer?

Team A
More Reported Errors

Team B
Fewer Reported Errors

136

Image: mja.com.au



Better Teams Talked Openly About Errors

Team A
More Reported Errors

Team B
Fewer Reported Errors

137

Image: mja.com.au



138

Foundations for Leading Effective 
Collaboration: Psychological Safety

ICMIF Advanced Management Course 2024

Part 3 (of 6)
Next break (lunch): 12:05
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The workplace must be one where people 
feel able to share their knowledge

For Knowledge Work to Flourish

Prof. Amy Edmondson
Harvard Business School
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… look ignorant, incompetent, or disruptive… 
These are called interpersonal risks, and they 
are what nearly everyone seeks to avoid

Prof. Amy Edmondson
Harvard Business School

No One Wakes Up in the Morning Excited 
to go to Work and …



Career
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0%

100%

Addressing
technical
situations

Addressing
complex

situations

2. More interdependence 
• So more interactions 
• With more other people
• With whom we may be less familiar
• Each with their own perspective
• Each from their own culture

1. More uncertainty
• So more experimentation

Interdependent Work Requires Communication
Increasing the Need For Interpersonal Risk

141
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The belief that the work environment is
safe for interpersonal risk taking 

Psychological Safety

Prof. Amy Edmondson
Harvard Business School



Psychological Safety Leads Chimps to 
Want to Achieve Collective Intelligence

Google’s Project Aristotle 
researchers concluded, 
‘psychological safety was far and 
away the most important of the 
five dynamics we found.’

143

Charles Duhigg, 28th February 2016

https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html
The Fearless Organization by Amy Edmondson

https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html


Key Tool: Harness Collective Intelligence
Because we do not perceive reality and people constantly manage interpersonal risk at work …

Direct the Human to apply the 
3 Steps to Collective Intelligence

Capture your private perspective

Take turns to share perspectives 
without interruption

Engage in dialogue to synthesise what 
your combined perspectives mean

To independently judge what you perceive to be true,
share perspectives to surface all information and
collectively decide what is probably true
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Perspective

Interpretation

Search feelings 
& impressions

Think 
emotionally

Approach
or avoid

Search facts & 
truths

Think
 logically

Respond 
constructively

Check for 
patterns

Check for 
patterns

It’s Always Chimp Before Human
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Key Tool: Harness Collective Intelligence
Because we do not perceive reality and people constantly manage interpersonal risk at work …

Establish norms that lead the Chimp
 to feel psychological safety

Role model inviting participation

Direct the Human to apply the 
3 Steps to Collective Intelligence

Capture your private perspective

Take turns to share perspectives 
without interruption

Engage in dialogue to synthesise what 
your combined perspectives mean

To independently judge what you perceive to be true,
share perspectives to surface all information and
collectively decide what is probably true
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An Example of Inviting Participation

You have my permission
to say what you want

You have my protection
you will not be in my black book

147

Julien Rossard 
IMA, France



Key Tool: Harness Collective Intelligence
Because we do not perceive reality and people constantly manage interpersonal risk at work …

Establish norms that lead the Chimp
 to feel psychological safety

Role model inviting participation

Demonstrate humility

Direct the Human to apply the 
3 Steps to Collective Intelligence

Capture your private perspective

Take turns to share perspectives 
without interruption

Engage in dialogue to synthesise what 
your combined perspectives mean

To independently judge what you perceive to be true,
share perspectives to surface all information and
collectively decide what is probably true
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Is by admitting their own mistakes first

Their humility will lead others to do the same

James Murphy & William Duke
Afterburner

The Most Significant Step a Leader Can Take 
to Set a Tone of Safety and Honesty 
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Every time I walk in the locker room for the 
first time I tell my players:

“I’m Doc Rivers”

“I’m human”

“And I’m going to make mistakes”
Doc Rivers

NBA Coach

Demonstrate Humility

Source: The Playbook, Doc Rivers: A Coach’s Rules for Life, Netflix 2020
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Not opinions

Adam Grant
Professor of psychology, Wharton

#2 Define Your Identity in Terms of Values
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If you don’t become attached to them as part 
of your self-identity

Adam Grant
Professor of psychology, Wharton

It’s Easier to Avoid Getting Stuck
to Your Past Beliefs 
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Curiosity, learning, mental flexibility, and 
searching for knowledge

Adam Grant
Professor of psychology, Wharton

See Yourself as Someone Who Values
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Keep a list of factors that would change your 
mind 

Adam Grant
Professor of psychology, Wharton

As You Form Opinions



Key Tool: Harness Collective Intelligence
Because we do not perceive reality and people constantly manage interpersonal risk at work …

Establish norms that lead the Chimp
 to feel psychological safety

Role model inviting participation

Demonstrate humility

Listen to understand

Direct the Human to apply the 
3 Steps to Collective Intelligence

Capture your private perspective

Take turns to share perspectives 
without interruption

Engage in dialogue to synthesise what 
your combined perspectives mean

To independently judge what you perceive to be true,
share perspectives to surface all information and
collectively decide what is probably true
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Be curious not judgemental

“Ted Lasso”
Apple+

Listening to Understand

Source: Apple+



Protocols for Balancing Inquiry & Advocacy
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Protocols for Balancing Inquiry & Advocacy
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Optional Making It Easier to be 
Curious Not Judgemental Reference
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Key Tool: Harness Collective Intelligence
Because we do not perceive reality and people constantly manage interpersonal risk at work …

Establish norms that lead the Chimp
 to feel psychological safety

Role model inviting participation

Demonstrate humility

Listen to understand

So people feel psychologically safe 
to take interpersonal risks 
and confident to share concerns & ideas

Direct the Human to apply the 
3 Steps to Collective Intelligence

Capture your private perspective

Take turns to share perspectives 
without interruption

Engage in dialogue to synthesise what 
your combined perspectives mean

To independently judge what you perceive to be true,
share perspectives to surface all information and
collectively decide what is probably true
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Your Return On Investment

12. What could you do to enable Chimps to feel psychological safety where you work?

161

• “Psychological safety is the belief that the work environment 
is safe for interpersonal risk taking.” 

• Amy Edmondson
2

Demonstrate
humility

1
Invite 

participation

3
Listen to 

understand

15



Optional Psychological Safety Reference
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Fundamentally mislead us in a complex, 
unpredictable world 

Jennifer Garvey Berger
Cultivating Leadership

Our Human Instincts 
Shaped for A Simple World
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We could rely on our experience to tell us 
what would probably happen next

Jennifer Garvey Berger
Cultivating Leadership

In the Past, When Things Were Changing More 
Slowly and We Were Less Interconnected
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Doesn’t seem to make us less likely to 
use them

Jennifer Garvey Berger
Cultivating Leadership

The Fact that Our Reflexes Lead Us Astray
 in Complex and Uncertain Times
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Is the way they combine to mislead us 
about the fact that we’re in traps at all

Jennifer Garvey Berger
Cultivating Leadership

Perhaps the Trickiest Thing
 About these Mindtraps
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If I am going to lead well in complexity? 

Jennifer Garvey Berger
Cultivating Leadership

What is the Most Important Shift
 I Need to Make 
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That we resist black-and-white solutions

Jennifer Garvey Berger
Cultivating Leadership

The Complexity of the World 
Requires that We Understand the Greys 
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That we ask different questions about 
unexpected and tangential options

Jennifer Garvey Berger
Cultivating Leadership

The Complexity of the World 
Requires that We Understand the Greys 
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To take another person’s perspective 
or to see a system in action

Jennifer Garvey Berger
Cultivating Leadership

But Alas
It Goes Against our Nature
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But it’s also a mindset

Adam Grant
Professor of psychology, Wharton

Rethinking
Is a Skillset



Optional Making It Easier
to Rethink Reference
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Next session starting at

10:30
173

Next session starting at

12:50

Lunch
Wednesday afternoon groups

Group 1 Group 2 Group 3

Christine Meacher Atabong Forbin Annie Van Extergem

Faieza Ally Catherine Stewart Caroline Werner

Julius Isigkeit Chantelle McGeer Christina Matlhaga

Lyndon Mason Rachel Cameron Ken Scott

Mairead Conway Tobias Grollius Laura Ostheimer

Michael Whelehan Ola Evensson

Wednesday afternoon groups
Group 1 Group 2 Group 3

Andreas Gärtner Cindy Nestman Amie Grace Sabornido

Helle Sand Franziska Rummel Anne Rice

Jana Vanderlinden Jens Smids Pim Robyn

Ryan Dale Maquidato Justin Pursaga Richard Hyman

Kenneth Wolstrup Sven Bäthies



9. We Do Not 
Perceive Reality

“The universe is odourless, colourless 
and silent. The brain generates its 

own reality”

10. No Two 
People See Alike 

“Reality is constructed differently in 
different heads ”

11. People Avoid 
Interpersonal Risk

“The workplace must be one where 
people feel able to share their 

knowledge”

Summary of Universal Challenges & Tools #3: Wednesday

Leading Teams in a Complex World

174

Psychological 
Safety

Establish norms so Chimps feel safe 
to take interpersonal risks and 

confident to share concerns & ideas

Harness Collective 
Intelligence

Independently capture perspectives; 
take turns to share; only then 

collectively decide what is true



175

Tools for Leading Eternal Renewal: 
the Strategic Framework

ICMIF Advanced Management Course 2024

Part 4 (of 6)
Next break: 14:10



BA

Strategy Framework
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Complex Situations Require 
Multiple Independent Perspectives

179



No Two People See The Same Complex 
Situation The Same Way

180



Where are we? Where do we
want to be?BA

How will we get there?

Strategy Framework

181

Ground = technical

Sky = behavioural



182

Thomas Weddell-Wedellsborg
What's Your Problem

A Common Process:
Solving The Wrong Problem

BA

Hurried problem
analysis (optional)

Belatedly realize we’re
solving the wrong problem

Jump into action
Continue anyway

because now 
we’re committed

Predictable 
disaster strikes

Blame
“bad execution”



Where are we? Where do we
want to be?BA

How will we get there?

Strategy Framework

183

Ground = technical

Sky = behavioural



Where are we? Where do we
want to be?

What stands in the way?

BA

How will we get there?

Strategy Framework

184

Ground = technical

Sky = behavioural



The Essence of Strategy

1. Perceive the critical factors in a complex situation 

2. Diagnose the biggest challenges to forward progress 

3. Design a coherent treatment

185

BA

Judging what is true

Deciding what to do



Strategy Framework

186



      Strategy Canvas

              © Ginger Insights Limited 2022, with thanks to Quinton Douman

4. How will we get there?
Design a coherent treatment

As measured by (key results):

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Deciding what to do

Judging what is true

BA

Purpose of discussion:

187

3. What stands in the way?
Diagnose the biggest challenges to forward progress



      Strategy Canvas

              © Ginger Insights Limited 2022, with thanks to Quinton Douman

4. How will we get there?
Design a coherent treatment

As measured by (key results):

1. Where are we?
Perceive the critical factors in a complex situation

Deciding what to do

Judging what is true

BA

Purpose of discussion:

188

3. What stands in the way?
Diagnose the biggest challenges to forward progress

2. Where do we want to be?
Perceive the critical factors in a complex situation

Purpose
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Tools for Leading Eternal Renewal: 
the Crux

ICMIF Advanced Management Course 2024

Part 4 (of 6)
Next break: 14:10



To Sustain Eternal Renewal
Leaders Require an Infinite Mindset 

In a game with no rules and no finish line

190
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There’s no end

There’s no goal

Fumio Yanai
President of the Board of Directors, Zenkyoren (Japan)

It’s Infinite

https://www.icmif.org/conference_video/sustainability-as-a-strategic-differentiator-for-mutual-cooperative-insurers 1:00:17
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The target is very far away

So rather than talking about the next stage

We have the challenges in hand

Fumio Yanai
President of the Board of Directors, Zenkyoren (Japan)

What’s Next for Zenkyoren?

https://www.icmif.org/conference_video/sustainability-as-a-strategic-differentiator-for-mutual-cooperative-insurers 1:00:17
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Identify the main obstacle to overcome, 
and do so again and again 

Richard Rumelt
McKinsey

Leaders Can Use Challenge-Based Strategy
To Sustain Eternal Renewal
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1. Judgment about which issues are truly 
important and which are secondary 

2. Judgment about the difficulties of dealing 
with these issues

Richard Rumelt
McKinsey

The Crux Is The Outcome
Of a Three-Part Strategic Skill



      Strategy Canvas

              © Ginger Insights Limited 2022, with thanks to Quinton Douman

4. How will we get there?
Design a coherent treatment

As measured by (key results):

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Deciding what to do

Judging what is true

BA

Purpose of discussion:
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3. What stands in the way?
Diagnose the biggest challenges to forward progress
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1. Judgment about which issues are truly 
important and which are secondary 

2. Judgment about the difficulties of dealing 
with these issues 

3. The ability to focus Richard Rumelt
McKinsey

The Crux Is The Outcome
Of a Three-Part Strategic Skill
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The most important part of a set of 
challenges that is addressable and
has a good chance of being solved by 
coherent action

Richard Rumelt
McKinsey

The Combination of These Three Parts
Lead to a Focus on the Crux 



      Strategy Canvas

              © Ginger Insights Limited 2022, with thanks to Quinton Douman

4. How will we get there?
Design a coherent treatment

As measured by (key results):

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Deciding what to do

Judging what is true

BA

Purpose of discussion:
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3. What stands in the way?
Diagnose the biggest challenges to forward progress

The Crux
Key challenge: addressable & solvable by coherent action
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1. Embrace the full complex and confusing 
challenges and opportunities you face

2. Identify the crux: the main obstacle to 
overcome again and again

3. Only after avoiding a too rapid
convergence on action, a group can 
design the coherent actions Richard Rumelt

McKinsey

To Use Challenge-Based Strategy
To Sustain Eternal Renewal
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The group becomes responsible for 
designing a response 
rather than choosing among existing plans
or just filling in the blanks

Richard Rumelt
McKinsey

By Starting with the Challenge



Logical thinking

Emotional Decision

Perception

201

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

By Starting with the Challenge
We Break the Frame



Your Return On Investment

13. Where in your work would the strategy framework
and challenge-based strategy be helpful?

202

20



Is knowing yourself intimately and objectively

John Amaechi
Psychologist (and ex-NBA player)

A Vital First Step Toward Realizing Your 
Potential as a Person and as a Leader 



Without an accurate understanding of who 
you are and where you’re starting from

John Amaechi
Psychologist (and ex-NBA player)

You Cannot Grow 
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Starts with intellectual humility

Knowing what we don’t know 

Adam Grant
Professor of psychology, Wharton

The Process of Rethinking
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Knowing what we don’t know is wisdom

Adam Grant
Professor of psychology, Wharton

If Knowledge is Power 



      Strategy Canvas

              © Ginger Insights Limited 2022, with thanks to Quinton Douman

4. How will we get there?
Design a coherent treatment

As measured by (key results):

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Deciding what to do

Judging what is true

BA

Purpose of discussion:
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3. What stands in the way?
Diagnose the biggest challenges to forward progress

The Crux
Key challenge: addressable & solvable by coherent action



I promise to view myself critically, but not 
cruelly

John Amaechi
Psychologist (and ex-NBA player)

Be Kind To Yourself
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The belief that the work environment is
safe for interpersonal risk taking 

Challenge-Based Strategy Requires 
A Culture of Psychological Safety

Prof. Amy Edmondson
Harvard Business School



Mutuality Can Make It Easier to Build a Culture of 
Psychological Safety and Intellectual Honesty

210

WorkerOwner Customer



Canada’s oldest general insurance company, 
started in 1839 with the purpose of 
protecting people and their businesses from 
fire

211

Paul Jackson
COO, Gore Mutual (Canada)

Case Study: Gore Mutual

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Listen For …

1. Perceive the critical factors in your complex situation 

2. Diagnose the crux (the main obstacle to overcome)

3. Design a treatment of coherent actions

212

BA

Judge what is true

Before deciding what to do
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Paul Jackson
COO, Gore Mutual (Canada)

•%09https:/www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/


How can such an old company be such a 
small company?

214

Paul Jackson
COO, Gore Mutual (Canada)

The Crux

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Conservatism, 

prudence, and 

maintaining local roots

215

Paul Jackson
COO, Gore Mutual (Canada)

The Answer Lies in One Dimension of 
Mutuality That Our Company Embraced

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual

216
https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Gore Mutual’s challenges combine to 
threaten the entire business

217

Paul Jackson
COO, Gore Mutual (Canada)

Embrace the Full Complex and Confusing 
Challenges and Opportunities You Face

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual
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https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual

219
https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual

220
https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Project Next Horizon

221

Paul Jackson
COO, Gore Mutual (Canada)

Gore Mutual Designed a New Strategy

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual
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https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual
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https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual

224
https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



The Output of the Strategy Framework 
is an Action Plan

225



Why Leaders Fail

Prof. Susan Michie
University College London 

Capability

Motivation

Opportunity

Behaviour



Also required transformation
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Paul Jackson
COO, Gore Mutual (Canada)

Gore Mutual’s Traditional Purpose Statement

https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual

228
https://www.icmif.org/presentation_video/securing-a-vibrant-future-for-gore-mutual-as-a-purpose-driven-digitally-led-mutual/



Case Study: Gore Mutual
Challenge-Based Strategy for Eternal Renewal
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The Output of the Strategy Framework 
is an Action Plan

230



231

1. It’s an assessment of what you think truth is today

2. It’s a prediction of what you think truth is 
tomorrow

3. It’s a decision of how you’re going to place your 
resources amongst any number of different 
alternatives based on your prediction of truth

“Strategy Boils Down to Three Tools”

Dan Wagner
CEO, Civis Analytics

Source: The role of expertise in a data-driven world, McKinsey 2017 
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1. It’s an assessment of what you think truth is today.

2. It’s a prediction of what you think truth is 
tomorrow.

3. It’s a decision of how you’re going to place your 
resources amongst any number of different 
alternatives based on your prediction of truth.

“Strategy Boils Down to Three Tools”

Dan Wagner
CEO, Civis Analytics

Source: The role of expertise in a data-driven world, McKinsey 2017 

Judging what is true

Deciding what to do



Judgement and Decision Making

Judgement

Assigning odds 
in the face of uncertainty

Decision Making

What to do 
in receipt of those odds

233



We Place Bets Differently 
Depending on the Situation

234

Technical Complex



The Difficulty of Forecasting

235

High difficultyLow difficulty

Technical Complex



Place Smaller Bets As Complexity Increases

236

Small betsLarge bets

Technical Complex



Where are we? Where do we
want to be?BA

How will we get there?

Because We Snap & Stick

237



Key Tool: Challenge Before Acting

238

Because we snap and stick
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Tools for Leading Eternal Renewal: 
Healthy Challenge

ICMIF Advanced Management Course 2024

Part 4 (of 6)
Next break: 14:10



Universal Challenge: We Can’t See the
Quality of our Thinking While We are Thinking

240

1000
  40

1000
  30

1000
  20

1000
  10

4100



What Does It Feel Like

To be right

• Comfortable

• Confident

• Nothing

• It’s embarrassing 

• It’s distressing

• You feel stupid & uncomfortable

241

To be wrong

Jennifer Garvey Berger
Cultivating Leadership



What Does It Feel Like

To be right

• Comfortable

• Confident

• Nothing

• It’s embarrassing 

• It’s distressing

• You feel stupid & uncomfortable

242

To be wrong
To learn that we are wrong

Jennifer Garvey Berger
Cultivating Leadership



What Does It Feel Like

To be right

Nothing Nothing

243

To be wrong

Jennifer Garvey Berger
Cultivating Leadership



Being Wrong, Before We Know We Are Wrong
Feels Like What It Feels Like to be Right 

To be right

Nothing Nothing

244

To be wrong

Jennifer Garvey Berger
Cultivating Leadership
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Narrows and closes down possibilities 
Mostly we don’t even notice we’re doing it 

Jennifer Garvey Berger
Cultivating Leadership

Believing We’re Right
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Whole new vistas open for us
We become more curious
better listeners
and better problem-solvers

Jennifer Garvey Berger
Cultivating Leadership

If We Hold the Possibility 
That We Might be Wrong 
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Listen respectfully, and seek a wide range of 
advice and facts

Sir John Kay and Lord Mervyn King
Former Dean of Oxford Said Business School and former Governor of the Bank of England 

Before They Form a Preliminary View
Good Decision-Makers
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They invite challenge to it, before
drawing the discussion to a conclusion

Sir John Kay and Lord Mervyn King
Former Dean of Oxford Said Business School and former Governor of the Bank of England 

When Good Decision-Makers
Arrive at a View



Key Tool: Challenge Before Acting

249

How could I be wrong?



Key Tool: Challenge Before Acting
Because we snap & stick

250

1. What must be true …? 2. What else could it be?

4. Look away3. Access an outside view



1. What Must Be True For … ?

251
Highly effective when coaching



1. How do we enable Alison and John to have a comfortable night?

The night nurse recommends diamorphine 
so that Alison sleeps through

A
Alison needs to 

understand the purpose 
of diamporphine

at the time when she is
being asked for her

permission

2. What must be true for Alison to receive diamorphine before bed?

B
A nurse must be present

to administer
the injection

C
Alison must be awake

to receive 
the injection

What Must Be True?



2. What Else Could It Be?

253
Highly effective when coaching
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The most fundamental principle in clinical 
decision-making is that the interpretation of 
new information depends on what you 
believed beforehand

Seek Disconfirming Evidence

Sox, Higgins, Owens 2013



Using “What Else Could it Be?” Is a 
Chimp-Friendly Way to Invite Alternatives

255

? What else could it be? 



What Else Could It Be?

Amazon’s Leadership Principles

1. Customer Obsession

2. Ownership

3. Invent and Simplify

Etc.

Unless you know better ones

256

Colin Bryer & Bill Carr
Working Backwards



3. Access An Outside View

257



Base Rate Neglect

The Inside View

• Project started: 1976

• 1 year

• Estimate: 18 to 30 months

• Seymour

• 40% never finish

• Base rate: 7 to 10 years

• “Let’s press on”

• Project finished: 1985
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Access an Outside View

The Inside View The Outside View

259



Logical thinking

Emotional Decision

Perception

260

Remembered experiences Beliefs

Automatic behaviour

Deliberate behaviour

Sensing

Willpower

Habit ‘THEN’

Cue ‘IF’

Energy saving rule 1

The Computer and the Chimp 
are used wherever possible

Energy saving rule 2

If the Human is engaged
it starts with simple rules of thumb

Break the Frame
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The solutions are specific and context 
dependent

Rob Wesseling
President and CEO, The Co-operators

The Problems of Mutual Insurers
are Universal
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Access an Outside View
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Better and cheaper than McKinsey

Hilde Vernaillen
Chair of the Management Committee, P&V (Belgium)

ICMIF’s
Peer-to-peer Consultancy



ICMIF Offers Many
Peer to Peer Consultancy Opportunities

264



Access an Outside View
www.icmif.org

265



266

ICMIF Learning Alumni Group
Mike will be in touch



Which Structure Produces Better Outcomes?

Meeting Structure 1

Diagnosis

Treatment

Meeting Structure 2

Diagnosis

Coffee break

Treatment
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Which Structure Produces Better Outcomes?

Meeting Structure 1

Diagnosis

Treatment

Meeting Structure 2

Diagnosis

Coffee break

Treatment
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4. Look Away

269



Working While You Sleep!

270



The Power of Looking Away

271



272

Then, I propose we postpone further 
discussion of this matter until the next 
meeting to give ourselves time to develop 
disagreement, and perhaps gain some 
understanding of what the decision is all 
about.

Alfred P. Sloan
President and CEO, General Motors c. 1956

I Take It We Are All In Complete Agreement 



Key Tool: Challenge Before Acting
Because we snap & stick

273

1. What must be true …? 2. What else could it be?

4. Look away3. Access an outside view

Highly effective when coaching



Your Return On Investment

14. Where in your work would one of the 
simple healthy challenges be helpful?

274

10

1. What must be true …? 2. What else could it be?

4. Look away3. Access an outside view

4 simple healthy challenges
(#1 and #2 highly effective when coaching)



Preliminary Observations: 
Using AI With Healthy Challenges

275



Challenging Before Acting
While Harnessing AI

276

1. What must be true …? 2. What else could it be?

1. Capture your independent perspective using the healthy challenges
2. Use the AI as an outside view, applying the healthy challenges
3. Use the AI to research base rates to explore, “is this reasonable?”
4. Review
5. Look away
6. Act



The Essence of Strategy

1. Perceive the critical factors in a complex situation 

2. Diagnose the biggest challenges to forward progress 

3. Design a coherent treatment

277

BA

Judging what is true

Deciding what to do



A Vital Stage is Missing

1. Perceive the critical factors in a complex situation 

2. Diagnose the biggest challenges to forward progress 

3. Design a coherent treatment

278

BA

Judging what is true

Deciding what to do



Why Was It a Saturn 5 Rocket that Enabled a 
Moon Landing?

Credit: NASA - NASA, Public Domain, commons.wikimedia.org/w/index.php?curid=5171973



Complex Situations Require Teams 
Using Models and Tools

Technical

• Repeated patterns

• Predict with confidence

• Reliable learning

• Engage an expert

• Apply rules

Complex

• Hard to understand

• Impossible to predict

• Hard to learn from

• Work as a team

• Apply models and tools
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Plan, Do, Review To 
Make Progress In Complex Systems

281
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Acknowledge that we do not know what the 
future will hold

Sir John Kay and Lord Mervyn King
Former Dean of Oxford Said Business School and former Governor of the Bank of England 

Good Strategies for a
Radically Uncertain World 



Use Challenge-Based Strategy
To Sustain Eternal Renewal Again and Again

1. Perceive the critical factors in your complex situation 

2. Diagnose the crux (the main obstacle to overcome)

3. Design a treatment of coherent actions

283

BA

Judge what is true

Before deciding what to do

“Review”



As Leaders
Your Strategic Thinking Has To

Selectively Forget the Past Manage the Present Create the Right Future

Create space and a supporting 
culture for eternal renewal by 

letting go of past practices, habits, 
activities and attitudes

Optimize the current business to 
run at peak efficiency

Design the next generation of 
actions through experimentation 
and change in a complex world

284
Adapted from: The Three Box Solution by Vijay Govindarajan



Eternal Renewal
Requires Three Box Strategic Thinking

Selectively Forget the Past Manage the Present Create the Right Future

Create space and a supporting 
culture for eternal renewal by 

letting go of past practices, habits, 
activities and attitudes

Optimize the current business to 
run at peak efficiency

Design the next generation of 
actions through experimentation 
and change in a complex world
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Adapted from: The Three Box Solution by Vijay Govindarajan



Next session starting at

10:30

Break #3 (of 4 today)

286

Next session starting at

14:25
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Tools for Leading Eternal Renewal: 
the Pre-mortem

ICMIF Advanced Management Course 2024

Part 5 (of 6)
Next break: 15:25
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Gary Klein
President, ShadowBox

Key Tool: Pre-mortem
Because we snap & stick



90% of decision errors are
are errors of perception
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We Avoid Triggering Some of the Sources
Of Human Error By Thinking Backwards
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BA

Become Time Travellers to the Future
When The Outcome is Known
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BA

We failed …

Look Backwards From the Future
When The Outcome is Known
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A

We failed …

… catastrophically

Why did we fail 
catastrophically?



… catastrophically
1

2

3

4

6

8

We failed …

Pre-mortem
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3 Steps to Collective Intelligence
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1. Capture your private perspective
   Independently judging what you perceive to be true 



… catastrophically
1

2

3

4

6

8

We failed …

ExternalInternal

Pre-mortem

296

Ground = technical

Sky = behavioural



Key Tool: Pre-mortem
Because we snap & stick
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Pre-mortem at What Stands In The Way? 
To Better Diagnose Before Treating
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Pre-mortem at How Will We Get There?
To Better Challenge Before Acting
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Pre-mortem

301

A

We failed …

… catastrophically

Why did we fail 
catastrophically?

Today End of project
Send 7 astronauts into space
Return them safely to Earth



Pre-mortem
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A

We failed …

… catastrophically

We failed to get 
our astronauts 

back alive

Today End of project
Send 7 astronauts into space
Return them safely to Earth



Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• We failed to send 7 astronauts 
into space and return them 
safely to Earth
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Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• We failed to send 7 astronauts 
into space and return them 
safely to Earth
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Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• Be specific

• Pursue root causes
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Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• Be specific

• Pursue root causes

306

Apparent cause Root cause

Failure of ‘O’ ring in low temperature A cost-focused culture that did not 
listen to the concerns of engineers



Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• Be specific

• Pursue root causes

307

Apparent cause Root cause

Failure of ‘O’ ring in low temperature A cost-focused culture that did not 
listen to the concerns of engineers



Pre-mortem

• It is the end of the mission

• Our strategy failed… 
catastrophically

• Looking back, why did it fail?

• Be specific

• Pursue root causes
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Apparent cause Root cause

Failure of ‘O’ ring in low temperature A cost-focused culture that did not 
listen to the concerns of engineers



Pre-mortem: Diagnosis Phase
It is the end of the project. Looking back, why did we fail catastrophically?

309

1. Capture your perspective 2. Share via healthy conversations 3. Discuss your perspectives

Reason 1
Reason 2
Reason 3

*

Why did we fail catastrophically?
     Be specific
     Pursue root causes 1. Speaker shares perspective

 without interruption
2. Listener 

summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Reason x

Reason x

Reason x

Reason x

Reason x

Reason x



Pre-Mortem Example
From Late 2020

In pursuit of your strategic objectives, 
you have chosen to make permanent 

some of the temporary changes 
introduced as a consequence 
of the COVID-19 pandemic.
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• It is 31st December 2021
• Your approach has failed … catastrophically.
• Looking back, why did it fail?
• Be specific
• Pursue root causes



Pre-mortem Example: Diagnosis Phase

311



Pre-mortem: Selection Phase
Where should we focus our attention?

312

4. Capture your perspective 5. Simultaneously dot vote 6. Select the critical reason

Independently prepare to spend 3 dots 
to indicate your perspective

What’s the crux: the one big thing that
stands between us and success?

Reason x

Reason x

Reason x

Reason x

Reason x

Reason x Reason x

Reason x

Reason x

Reason x

Reason x

Reason x



Pre-mortem Example: Selection Phase
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How Will We Get There?

314



We failed …

… catastrophically

315

A

Armed With Your Key Reason(s) for Failure 
Mentally Return to the Present Day

Today



We failed …

… catastrophically

316

A

We’ve Seen The Future & Know Why We Failed
What Action Could We Have Taken?

Today



We’ve Seen The Future & Know Why We Failed
What Action Could We Have Taken?

317

A

We failed …

… catastrophically

Today End of project
Take a vacation

Without falling ill



Pre-mortem: Treatment Phase
Generate, share and select actions to prevent failure

318

7. Capture your perspective

What action could we have taken to 
avoid failing for the principal reason 

we identified?

Reason 1
Reason 2
Reason 3

*

8. Share via healthy conversations 9. Discuss then dot vot

1. Speaker shares perspective
 without interruption

2. Listener 
summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Action x

Action x

Action x

Action x

Action x

Action x



Pre-mortem Example: Treatment Phase
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Pre-mortem

320

A

We failed …

… catastrophically

Why did we fail 
catastrophically?

Today End of project

What action could we take?



Your Return On Investment

15. Where in your work would conducting a pre-mortem be helpful?
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Pre-mortem
Before critical actions

15



Preliminary Observations: 
Harnessing AI During a Pre-mortem
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Pre-mortem: Diagnosis Phase
1. Optionally use AI as an additional perspective after generating your own

New! 3.5 Consult AI following your discussion, augmenting and refining the diagnosis
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1. Capture your perspective 2. Share via healthy conversations 3. Discuss your perspectives

Reason 1
Reason 2
Reason 3

*

Why did we fail catastrophically?
     Be specific
     Pursue root causes 1. Speaker shares perspective

 without interruption
2. Listener 

summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Reason x

Reason x

Reason x

Reason x

Reason x

Reason x



Pre-mortem: Diagnosis Phase
1. Optionally use AI as an additional perspective after generating your own

New! 3.5 Consult AI following your discussion, augmenting and refining the diagnosis
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1. Capture your perspective 2. Share via healthy conversations 3. Discuss your perspectives

Reason 1
Reason 2
Reason 3

*

Why did we fail catastrophically?
     Be specific
     Pursue root causes 1. Speaker shares perspective

 without interruption
2. Listener 

summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Reason x

Reason x

Reason x

Reason x

Reason x

Reason x

3.5. Augment/refine diagnosis
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Pre-mortem: Diagnosis Phase
Optionally use AI as an additional perspective after generating your own



Pre-mortem: Selection Phase
4. Optionally consult AI after generating your own perspective, but before deciding how to vote

326

4. Capture your perspective 5. Simultaneously dot vote 6. Select the critical reason

Independently prepare to spend 3 dots 
to indicate your perspective

What’s the crux: the one big thing that
stands between us and success?

Reason x

Reason x

Reason x

Reason x

Reason x

Reason x Reason x

Reason x

Reason x

Reason x

Reason x

Reason x



Pre-mortem: Treatment Phase
7. Optionally use AI as an additional perspective after generating your own

New! 8.5 Optionally consult AI after discussion, augmenting and refining actions before voting

327

7. Capture your perspective

What action could we have taken to 
avoid failing for the principal reason 

we identified?

Reason 1
Reason 2
Reason 3

*

8. Share via healthy conversations 9. Discuss then dot vote

1. Speaker shares perspective
 without interruption

2. Listener 
summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Action x

Action x

Action x

Action x

Action x

Action x



Pre-mortem: Treatment Phase
7. Optionally use AI as an additional perspective after generating your own

New! 8.5 Optionally consult AI after discussion, augmenting and refining actions before voting

328

7. Capture your perspective

What action could we have taken to 
avoid failing for the principal reason 

we identified?

Reason 1
Reason 2
Reason 3

*

8. Share via healthy conversations 9. Discuss then dot vote

1. Speaker shares perspective
 without interruption

2. Listener 
summarizes back

3. Speaker corrects
and confirms

4. Listener
records

Action x

Action x

Action x

Action x

Action x

Action x

8.5. Augment / refine actions
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Tools for Leading Eternal Renewal: 
the Innovation Matrix

ICMIF Advanced Management Course 2024

Part 5 (of 6)
Next break: 15:25
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Offered With Humility
Every Complex Situation is Unique



After Diagnosing
Using the Strategic Framework

331

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Judging what is true

BA

3. What stands in the way?
Diagnose the biggest challenges to forward progress



Optionally, Dive Deeper Using The Innovation 
Matrix To Tackle the Biggest Challenges

332

1. Where are we?
Perceive the critical factors in a complex situation

2. Where do we want to be?
Perceive the critical factors in a complex situation

Judging what is true

BA

3. What stands in the way?
Diagnose the biggest challenges to forward progress

Innovation Matrix



  Innovation Matrix

Problem:

Elements of the problem Solutions



Because we snap & stick

Who Else Has Solved A Problem Like This?

334



  Innovation Matrix

Problem:

Elements of the problem Solutions
Internal solutions External solutions



Implementing Strategy
Requires Behavioural Change

336

Current behaviour New behaviour



Three Things Required To Change Behaviour

Prof. Susan Michie
University College London 

Capability

Motivation

Opportunity

Behaviour



Snap & Stick Includes Thinking 
Others See The World The Way We See It

338



Because We Snap and Stick

Don’t Overlook Providing Motivation

339

Capability

Motivation

Opportunity

Behaviour



  Innovation Matrix (Behavioural)                            Who Else Has Solved A Problem Like This?

© Ginger Insights Limited 2022. Inspired by Duggan’s description of GE’s What Works Matrix and Michie’s COM-B model

COM-B Elements of the problem
Internal solutions External solutions

Motivation

Capability

Opportunity

Problem: Moving from protection to prevention

Team X Amazon

Don’t perceive the value

Dislike change

Lack key skills

Project Y Company Z

Already 100% 
committed

What’s no
longer
essential?

Always
‘Day One’

Show 
what’s at 

stake

Re-use 
training
program

X



Use This Simple Brain and Challenge-Based Process
To Work As A Team To Activate Strategy

341

1. Judge What Is True 2. Generate Options 3. Decide What To Do

Optionally, Pre-mortem at
What stands in the way? To break down the problem into its core elements

How will we get there: To check your plan just before you deploy your resources
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1. Judge What Is True 2. Generate Options 3. Decide What To Do

Your Return On Investment

16. Where in your work would the innovation matrix be helpful?

15



  Innovation Matrix (Behavioural)                            Who Else Has Solved A Problem Like This?

© Ginger Insights Limited 2022. Inspired by Duggan’s description of GE’s What Works Matrix and Michie’s COM-B model

COM-B Elements of the problem
Internal solutions External solutions

Motivation

Capability

Opportunity

Problem:



  Innovation Matrix for Purpose Driven Organisations

© Ginger Insights Limited 2022. Inspired by Duggan’s description of GE’s What Works Matrix

Elements of the problem
Internal solutions External solutions

Purpose

Drive

Organisation

Problem:



Next session starting at

10:30

Break #4 (of 4 today)

345

Next session starting at

15:40



346

Peer-to-peer consultancy #1: 
your challenges

ICMIF Advanced Management Course 2024

Part 6 (of 6)
Today’s session ends: 17:00



Groups

1. The mutual difference

2. Developing talent

3. Digitalisation, technology & AI

4. Regulation and compliance

5. Business transformation

6. Recruiting and retaining talent

7. Practice with the pre-mortem

8. Private reflection

9. _______________

10. _______________

347

Peer-to-peer Consultancy #1: Tackling Your Current Challenges and Opportunities



Tomorrow

Monday
Welcome and 
introductions

18.00 – 18.00

Tuesday
Leading mutual insurers 

with purpose
09.00 -17.00

Wednesday
Leading teams

in a complex world
09.00 -17.00

Thursday
Activating strategy
in a complex world

09.00 -17.00

Friday
Translating learning

into value
09.00 – 15.00 



Activating Strategy
Requires Behavioural Change

349

Current behaviour New behaviour



1. Clarify the Purpose
to overcome 
self-interest 

For Leaders to Activate the Strategy 
of Purpose-Driven Organisations

2. Lead to
unlock the Drive

to act

3. Manage to provide 
the Organisation

to act

By providing a vision of a 
purpose bigger than any 

one of us

By helping each person 
connect their own 
purposes with the 

organization’s

By providing the 
capability and 

opportunity each person 
requires to act



Thank You
09:00 Start Tomorrow (please take your seats in good time)

Monday
Welcome and 
introductions

18.00 – 18.00

Tuesday
Leading mutual insurers 

with purpose
09.00 -17.00

Wednesday
Leading teams

in a complex world
09.00 -17.00

Thursday
Activating strategy
in a complex world

09.00 -17.00

Friday
Translating learning

into value
09.00 – 15.00 
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